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18 March 1963

MEMORANDUM FOR: Inspector General
SUBJECT: Fitness Reports

REFERENCE: Your Memorandum 12 January 1963,
This Subject

1. As you know, practically all the delinquencies in fitness
reports in the Clandestine Services have been rectified and we are
completing the few remaining ones. | [l under- 25X1
stand, has been keeping you up to date on our considerable progress
in this respect.

2. The question of showing the fitness report to the employee
concerned is an important one. As your memorandum indicates,
policy clearly calls for showing the report, although it also provides
for exceptional cases. I believe our discussion this afternoon
confirms the fact that we are in agreement that in the exceptional
circumstances provided for in the regulation (a case, for example,
in which showing an adverse report, in addition to discussing it
with the employee concerned, might result in a drastic retrogression
or breakdown) a report need not be shown to the individual at the
time it is written although later circumstances may make it appro-
priate and highly desirable to do so. Certainly, ‘this would not
relieve the superviser of the need for -]:;eeping the employee advised
iTthe employee's performance is consistently substandard. ~

3. With respect to Chiefs of Station, our discussion con-
firmed our understanding that it is preferable and certainly more
practical to insist on the Chief of Station being shown his fitness
report here at headquarters either between tours of duty abroad,
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or on return PCS from tour of duty, or while here on TDY during

25X1 a tour of duty. | |will take steps to insure that
our component chiefs are appropriately advised, He will also
take the necessary action to ensure that a memorandum submitted
in lieu of a report on the prescribed form is processed as pre-
scribed for Form 45.

4, We are continuing our efforts to improve the quality and
usefulness of our fitness reports.

25X1

Thomas H. Karamessines
Assistant Deputy Director (Plans)

cé: Director of Personnel
via DD/S
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12 January 1963 @3-32/

SEMORANDUM FOR: Deputy Director (Plans)

SUBJECT : Fiinass Reports

1. A recent IG survey of field stations in one of the operating
divisione ravealed that s large majority of the station chiefs inter~
viewed had not seen fitness reports on themselves during the entire
period of aszignmaent to that division. A record prepared by the
division frow ites files shows that, of the 19 involved, 13 had not
seen their fitness reports while in the division. In three other cases,
fitness reports were not yet due, In atill another case, the lone
fitness report seen in the past six years was one in which the then
supervisor stated he had been ir the position tco short a time to
prepare an adequate statement., This division's record is not unique.

Z. In order to get a better idea of how fitnesa reparts are
being handled in other divisions, I have taken a random: sampling of
fithess reports on some 25 chiefs of station, including several from:
each operating division, The results of thie sampling are largely in
accord with those of the division under review above, The great
majority of these chiefs of station have not seen their latest fitness
raports and there is no indication thst the reports have been discussed
with the individual. Further, in more than half of these cases, there
is nothing to show that the chief of station has seen a fitness report
on: himself in the past eight or ten vears,

3. The Agency regulation on fitness reports |claarly 25X1 }

emphagizes the value of continuocus rating--at least once a vear--of

employees by supervisors and provides that supsrvisors shall show

each evaluation to the empleyee concerned "except when operational
circumstances, security considerations, or other unusual conditions
make it impractical or {ll-advised to do so. "

4. There appears to be a difference of opinion within the
Clandestine Services as to whether fitness reports should be shown
to chiefs of stations and bases or not, on the grounds that fitness
reports may have an unfortunate effect when an adeguate oral explana-
tion of the decisions leading to various staterments in the report cannot
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be advanced simultaneously. I feel very strongly, however, that
all of sur personnel {(whether serving at Headguarters or in the
field) must be advised of their fitness ratings on an annual basia,
az reguired by regulstion, in order that the Agency will have a
fair and official record of performance.

5. Many raters take advantage of the]  |provision 25X1

to substitute & memorandum for Form 45 when reporting on GS-14’s
and above., 3Several of these showed up in my staff's sampling.
Although the regulation is specific in stating that the men:orandumn
shall be processed as a standard fitness report, in only one instance
was there evidence that the memorandum had been seen by the rated
officer. In several of the ceses reviewed there was no indication
that the officer had ever seen his fitness reports. More often than
not, no reason is given for not showing the report to the rated officer
but when there is a statement, it is generaslly to the effect that the
individual {8 overseas and not available, This is not 2 valid excuse,
sines in most, if not all, cases the ratings couid have been sent EYES
ONLY to the fieid employees. Mere distance is not in line with the
exceptions provided in the regulation.

6. Although my investigation on this subject 1o date is hardly
all-encon:passing, it nevertheless testifies significantly to the undeair-
able state into which our fitness report writing has decayed, Any
organization requires an employee-rating system for the bLenefit of
hoth rmanagerment and employee, This corcept is all the moure applicable
to CIA because of its world-wide structure and the peculiar talents of
any of ite ermployees,

7. I am bringing theae comuments to your attention for such
actior 28 you deem appropriate, and should appreciate your lattipg roe
know your views, ]

J. 3, Earman
inspector General
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